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ABSTRACT - • ' ' . . ^ 

The involveifent of state agencies xn progr&a 
discontinuahce in .higher edilcation was studied,' based on the . * 
responses of Q6 agencies* It was found l^hat 32 dtate agencies were 
actively 'involved in recoaaending, initiating, or enforcing actual 
discontinuances* The following eight categories o£ olDstadles to 
. prograa discontinuance were identified: legal aspects, interactive^ 
issues, econoaic issues, political issues, def inlt;ional shor tcoaings, 
attitudinal issues, ptocedoral issues, and ^nY^ronaental Issues. 
AfO)ig the strategies that were .followed td^copei vith obstacles to 
prograa discontinuance i^ere the following: aUnouncijig/a new era that 
is advertised with a slogan such as f^saaller and better^; developing 
prograa discbntitiuance guideline's; stiaula;ting pj^raaaatxc change 
via trade-offs (e.g., approving new programs ^iri^hi5ut alldcatlng 
additional f un^s) ; assisting in developing h^lng ^^ceilxngi; 
developing standards and noras for the purpo^se of .lending objectivity 
to the deoision-aaklng procp^s; and pro'aoting the establishment of 
faculty retraining centers. A coping- process model and. a ti^e*o*rder ' 
seguejice for iapleaentation tre prqpqsed, which consists pf thx;ee 
phases: incentives to induce reductlQti, .general copj.n^ devices, afid 
rewards, for the effective iapleaentatiOQ. of curro^cfuiar retrenchment. 
Additionally, roles for the ind^tltutional researcher in the closure 
process may. include the folloying: assist in conceptualizing a 
university* level program review ptocass in line with the 
lnstitutioji*s degree of centralization ot decentralization, and^ 
identify appropriate data! dnd estimate the cost a^nd tiae involved in 
retrieving and interpreting thea. A^bibliography j^s appended. (SU) 
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* , After >earsk>fLumLur^ prQliferatik>n and an CApeaa- 
Uon of Lontinuing growth in fundin^p the ^ocioeLonomiL 
dndVtemographiL LonditJk>n& vvairantjn^ pr^igram CApan- 
sion may have ceased to exist for most Amencan colleges 
Mand universities Predications for the 1980s seem to indi- 
cate that academic renewal/changes* and additions need 
tp' occtir' within constant* if not decreasing* resources. 
Thus*in vie^vof the^oalof retaining curricular flexibility 
and providing conditions for academic change for the next 
decade* reasons to reduce or diSpontinuc academic pro- 
granis of poor quaht^* low productivity* or questionable 
ccDtralily arc pervasive .While mucli attention has been 
, placed on instituttonaUy initiated pVogram closures* rela- 
tively littI6jc$carch has been geared toward assessing the 
role and efTorts of agencies for higher education in initiat- 
ing and implementing cumcular change m general and 
reductions in particular 

A^comprehen$ive*study on pr^^am reduction was 
-underi5cen by the auiHor in 1979 io (a) determine the 
exJcni to which state agencies for higher "education arc 
involved m inducing cumcular change, (b) analyze the 
state of the art of Sl^ec^lcvcl program reduction/ and 
(c) identify^ specific phenomena such as incentives* ob;^ 
staCilcs* topiifg mechanisms* and particular processes 
Avhich seem to impaqt on the degree of eO'ectiveness in 
bnnging about proj^ram^iatic changes and retrenchment. 

The fin^ngs'^on currently existing obstaplcs in state- 
level Retrenchment efforts* the identification of toping 
devices empWyed b> agency ^taff to overcome ^m& of 



me^hani^m^ for uveiLoming the^ Qb>tak.Je^ Literature 
on organizational change (.Kaufman, 1971* Hirsthman* 
1970; and societal change and decline (Michael* 1968* 
Nisbct* l$7lj ivas also considered 



Methodology ^ 

« 

A11 st!^tc governing boards and coordinating agencies 
were invited to participate jn the study* and forty-six state 
agencies chose to do so The chief agency executive or 
acadmic officer; in each state was interviewed by tele- ' 
phone Questions f6cused on these areas dejure and cfe 
facto program discontinuance authontieSp review proce- 
dures* cntena^ implementati^ mechanisms and appeal 
routeSp definitions for program and program discon- 
tinuance, extent of discontinuations between 1975 and 

* J979 and their impact oh faculty* ^students* budgets and 
agency-msututional relationships* obstacles encountered 

^ and coping mechanisnis developed to overcome these* as 
well as existing ageocy-university incentive strtrnwres* 
and post-review and post-discontinuance impact assess- 
ments,in relation to the states ' higher education goals ^d ^ 
long'range'plans 

Analysis anci^ResuIts 

Thuty two state agencies were found to be actively 
involved in recommehding* initiating, or enfurung actual 



thevc hmdfank.c&* arid th^ sequencing of these devices ii^^^^^iscuntinuanc^s The events leading up to program dis 
such a way that the^ would have optitnal constructive 
impact on the change pfo^^css are items of importance for 
both t>ublic and pnvate instituttons of higher education 
At^ough the study focused on state agencies and their 
public four-ycai and graduate-institution constituencies, 
the application of the findings may not be limited to thos^ 
sectors Public «mi pnvate institutions may want to con- 
sider adopting the study s recofhmendations whether the 
impetus to close ji^ogiams comes from the state level or 
not, , , 

[>Srmg the past fe>v >ears* rcM^arch ha^ been under- 
laken by Robert.Barak ind Robert Berdahltl978> m the 
area of st^e-fevel progtajn review The project which is 
the sut^ect* o( this paper has i>utlt upon their cO'orts. 
Additional t<ic4^ apd guidance were found jn literature on 
policy cycle analysis jn general iCameron. 1978* Bar- 
dach, 1978>* and termination literature inpanicui4i ilk- 
Leon, 1978, Behn ' i97&> Panikjular meiition is made hcire 
of pc Leon s rfcscar(,h on barriers to pohcy^^ogram termi- 
Tiation and Behn s pravtical strategics and coping 

*R«^arch iupported^y the Exxw Fouftditjon ahd [he Univ^iiy oflMichiftn 



continuance (initiation » review* decisions* appeal* im- 
pieinentation> did not 'behave like independent van- 
ables suited for vanancc analysis Only two, states indi- 
cated that A specif<>. occurrence (v^able>^overshadowed 
the entire discontinuance f)rocess. Thus^ process theory 
(Mohr* 1978} was chosen as the mode of analysis 

Process theoT]' reqtiires that ^ scnal necessity CAist 
between the events l|:admg up to the ''final cause (e.g * 
disconlinu^nces>/thal events dt&piay time-ordered 
chara'ctcri sties p and tha^ the final cause^in this case* 
program terminations and the degree of satisfactidti re 
lated to implcmcniatio;v^rcf]cct the compounding impact 
of the sequence of occurrences The emergence of obsiu 
lies and the neglect of in^intives at vanous stages in the 
discontinuance process had a compounding negative xm 
pact on final implementations. The strategic empioyjpcnt | 
of copmg mechanisms between i^idividual events proved 
to have an increasingly constructive effect on actual 
termmationspproducinj^ less negative publicity and fewei 
law suits The following details clanfy these st^ements. 



ERIC 



ObsUclcs ' 

Based on data gathered , etght c^tegone^ of ob^lacie^ 
to program discontinuance were jdeniifiej! ^ 

I. Legal aspects^ ' ' * 
a The lack of formal authoniy» absence of guiding 
policies to enforce cumcular cKange and^r reduc- 

• uons /r . - ^' ' / 
b» The lack of new program approval ipr budget re^ 

. ^ . view aulhonties on the part ofTHc^agency " 

* c. The existence, of unionized faculty and AAUj?** 

, (American Association of Universil/lProfessors)^ 
' guidelines which*ofien, a prion ^ prec/dcic thc'scn- > 
- ous consideration of reducing leaching staff 
d The existence of ^•grandfather c^jiuses wh^oh jpro- 
j.^, hibi^ new pohcies from being applied t£> previous ^ 

an^i^en!en& ^ t , * 

%, Jnteractive issues * • • 

*a 'Dilemmas inhcxent when agencies try to supcfim- 
• pose coordination in general and reduction m par-" 

ticular over a con$tituenc>fwhich i$ accustomo^to 

governing |tself Sther autonomSjisly ? 
b The practice of^Secen^ralizea university gov- 

-emance which may present difficultfes in en- . 

couraging either statewide or overall institutional 

retrenchrttent 

c The need for funds and time to esttiblish the addi; 
tional layy of bureaucracy required to organizV 
state^ I d^ program reviews and initiate cumcular 
change 

Problems resulting from the physical distance be- 
tween universities in som^ of the less populated 
stales which make it difficult for agencies ro insist 
that institutions develop and abide by, clearly de- 
^ fined institutional missions 

3 Economic issues •* ^ ^ 

a TTie absence of fiscal incentives to encourage pro- 
gra'm reduction or change (e*g., enrollment-dnven 
funding forrnulae wnich currently have no "efR * 
ciency" incentiveSX ^ . * , ^ 

b TTie belief on the part* of institutional officers thai 
the closing of spme" programs m*^y result in a 
reduction of state funds 

c. The belief pn the part'bf many administrators that a 
program with only a few or no students in it is not a 
considerable cost item> ' • 

4 PoliticaJ issues 

a Tli< rallying of alumni and members>of unions or 
professional orgahizations behind< a beleaguered 

, discipline without considering the tola! stale 
perspective 

b. The demand by legislators for program ^Jiminationr 
without theirlbeing aware of of the issues 
involved, thus contnbuting to the^litiuzation of 

* . the entire process - ' \ * 

cThe circumvention by Institutions of their slate 
agency, go'^ngihrfiHy jo the legislature and» possi- 
b!y» yiusing the changt process to become a pollti- 
,cal issue ^ * ' * 

• d« The support by legislators for their own alma 

maitrs iparticularl/ in small states), a practice 
which may/esult in institutions being excused front 
participation in statewide reduction efforts « 
' e. The merger of interest groups (al^nu students. 

2 'The Frvfesstonal FiU . 



facultyr iTfie public)uwhich may result in powerful 

^ lobbying against attempts to reduce specific pi6- 
^ grams and, since large-scale lobbying tends to ^piH 
over into other areas, may alstyresultjn damaging 
the image of an agency for s/me tinie 

Dcfinuionai shortcomings 

a. The Jack of agreement bctv^cen agencies and in- 
stitutions regarding the (jontent of a propjcr program 
Tnventory or a good state master plan 

b The absence of goals and oBjectives upon which 
both institutions and agencies agree 
6 Attitudinal issues 

a. The existence of tightly kni^corps of executives 
who tend to perpetuate lon|-cstablishcd Kistitu- 
li6nal values and pcocedtiMi and who may resent 
any kind of change initiation \ 

b The Uisagreemcnts over valuc^ ^nd expectations 
anrwng technocrats » politicians, and scholar^ re- 
garding prpgram quality, nebd, and effjcxci)^ 

c The "bum out" of administrators as a result of 
unresolved issues J n program evaluation and sub- 
sequent change 
7, Procedural issues " ' ^ 

a Institutional program review procedures which are 
either incpnsistent or too specific to be used by the 
agencies for s(ate«level purposes ^ 
' b" The dilemnfts^encountered in determining who is 

^best qualified to review programs — for instance, a 
problem which might arise over the iisoof consul* 
tants if hired, the agency would be accused of 
handing decisions to outsiders' if not used, it might 
be cnticized for lack of objectivity 

c The absence of a buffer between institu lion aK and 
state-level a!iademt^officers to protect the staff out 
on "the*finng lines" Utie availability of a sounding 
board or a catalyst in the form of a «5tanding 
committee-«r academic council, however, having 
^ been found to be helpfuL/b diffusing cnticism) 
8 Environmental issues ' 

a Economic, and sociopolitical uncert^ty (eg, 
growth? .steady state'^ decline'^ \ * 
'b.*A particular state ideology (e.^.. conrfrvative) 
which may cause senous resistance to, upgrading , 
agency aulhon ty. supply requested data, or accept- 
ing recommendations v 

c The impact of a^specific incident overshadq^j^ all 

other efforts— for example, .a highly p{ibWa<4 

lawsuit, a change in governors or political parties^ 

or otfier incident^which may result in disequilibna 

in the personalties and valties involved. 
»■ . 

CopI ng ^lecha nisms > » 

Agencies have begun efforts to overcome ttie iden- 
tified obstacles The study found thai must of the problems 
are not reduction-specific but» instead ^^present'continuing 
dilemmas and issues in higher education Tfiere ^as 
recognition that it would be unrealistic |o assume that 
these fssues and dilemmas cpuld now be dealt with I'n a 
formal and direct manner for thp purpose of implementing 
cDmcular retrepchment It seemed pertinent. howev^» 
based on ideas and suggestions extrapolated from polit/ 
cycle and {ermmatioi) literature^ tu identify the kinds of 
coping mechanisms whic^ have been developed, to deal * 
with s^|T>e*of tHe obstacles and dilemma s^! 



The coping devices currently m use display pither 
Lon^truLU\C/poun\e ot puniu^e^negaine a(tnbu(es The 
focus wiChtn (he context of this paper i> on (ho^ perceived 
b> (he agencies to have had a po^tive impact on the 
chajge process 

• - ' • • * * 

1 'Agencies purposefully cultivate ajeduction ideology 

by thfc following means, * * 

a Announcinga^w "era^ which is advertised ^ith a, 
^gan such as **r&newal through reduction" or 
"smaller and bcttec" ^ • 

b Appointing ch^nge>onented people to' key posi- 
tions in order to break up change^esisting forces 

* vC^thin the institution 

2 M^encies seek* to clarify or modify (heir existing au» 

thonty ajid procediircs ^n these ways 
b Developing program discontinuance guidelines 
b^ Reviewing and. possibly, amending (heir tormal 
^ and intomial policies regarding cumculai change 

c. Soliciting inpui from institutions regarding pro- 
gram typologies, cntena. and data needs for ihi 

ji > purpo:>e of establishing mutually agreed-upon dis- 

^ continuance procedures and goals 

d Estabiishing additional procedures for insiituuons 

• to appeal recommendations for change. 

3 Agencies induce retrenchment by providing reduction 
incentives' and/or rewards m the following ways 

a Stimulating p^grammatic change via trade-offs 
(eg .'approving new programs without allocating 
* additional funds*) 

b*. Developing hudgetar^incentives (e g . amending 
existing enroltmenvdnven bucl|^et (ormulae with 
« spe(^ific cost and performance inceQUves) 
c Emphasizmg political advantages (e g , goodwill 
for the institutions with the agency, the legislature, 
the appropnalions committee, etc ) 
Agencies simulate the iniplications of expected budget 
and/or enrollment declines in the following ways 
a Assistipg m developing hinng ceJings 
b* Determining appropnale lenure/non-lepure ratios 

5 Agencies work towaiu the development of Compara- 
tive data in these ways 

a Identifying apjpropnate cntena and their indicators 
b Developing standards and norms for the purpose of 
lending objecti v it> to the decision-makmg process 

6 Agencies' enhanc^e the change process by thtse 
n)ethods * * • * 

a Avoiding major confrontations which ma> result in 
. a polarization of pfo- and.anti-changc forces 
b Preventing dramatic showdowns in court 
t ^voiding the altenatioh of irnportaUt power blocs 

such as alumnt. specific disciplines, or political 

parlies * 

d. Providing buffer ^nes between institutions and 
\ Agencies in the form of committees or academic 

councils * ' 

J Agencies recognize the plights of facgfty af&cted b^ 
program closure, merger, or consolidation in^ these 
ways, 

a' Encouraging, or even subsidizing, the establish- 

nitnt of faculty retriinmg centers 
t? Providing jyb market information for faculty 
8. Agencies provide seed monies for the followingpuCr 
poses: 

a, Ihnsforming dccliAing programs into attractive 
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new interdisciplinao programs, genenc or thema- 
tic jjiergers, cor)|prtia or other arrange;j^nts 
b Stimulating facun> (u seek out research activities 
for (he purpose of expanding their knowledge and • 
making their positions more se(;ure. 
* 9 Agencies try to prevent the creation of new cost items 
. by the following means. , 
a M<>nitonng new pfograms more closely ^ 
^ b Including in new program approval "sunset" pro- 
visions, which may state that, a program will be 
tbrmfnated if certain expectations are not met 

Conceptual Coping Process Model 

Although mos^ states had employed somt of the 
devices discussed Here, none had considered using (hem 
in a systematic fashion^that is. in a planned, time- 
ordered sequence which would be most appropnate to the 
process of academic change This paper conceptuahzcs i 
coping~proce§s model of three phases ^d proposes a\ 
lime-ordered sequence for them The three phases arc ^ 
these (1; incentives to induce re*duction. (2) genera! 
coping devices, and* (3) rewards for the effective im- 
plementation of cunlcular retrenchment The phases need 
^tQ be coordinated with the kind ofprogram review process ^ 
being used in a particular state or institution ' 

Phase 1 Developments ofincenii^es Incentives are used 
to encourage institutions to become more onented toward 
retrenchment The entire incentive structure, in a given 
state or institution may have to be^ reevaluated and/ 
possibly. Its onentation changed from that of growth to 
that of decline This may be done by amtnding budget 
formulae with efficiency incentives or by providing seed « 
money to initiate curr^cular change Programmatically» 
this rnay be done by denying the approval of new pro* 
grams^unjess "dead -wood'* is eliminated Agencies might 
also findn helpful to provide institutions with information 
on possible program- reduction options such as the etimi> 
nation of subspecialities or certaio degree levels* and 
genenc or thematic mergers lu^lso could be emphasized 
that institutions might find a political incentive la the 
goodwill ihey could gejjf^ixare witWhe legislators ind 
governor by theit^ display, oTnscal accountability 

Phase 2 t>evelopmem of^^neral toping de\ ii.e^ Cop- 
ing devices are used to helpiovercoitie or circumvent (he • 
obstacles and dilemmas encountered m the change proc* 
ess The assunlption is that, for the most part, it is not 
realistic to expect that the identified hindrances could be 
eliminated per ^>t*^ rather, that they need to bo over- 
come informally and indirectly Some suggested strat- 
egies for use at the agency or instituttonaUevel follow 
I Cultivate a reduction ideology • 

2. Review legal authonlies. program review procedures, 
and assess appeal possibilities * 

3. Simulate budget and enrollment changes and suggest 
needed changes in policies which iwould accortKnodate 
^pected declines and reductions . \ 

' 4. Encourage the establishment of comparable data bases 
\ between institutions and the agency ^ 
\ Avoid the forming of anti-change coalitions and 
. dramatic showdowns m court which ma> result in bad 
•press for all. 

6 Provide buffers between agency and institutional * 

officers. • » 
4 
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T En^oura^e and ^utx>idk^c ih^esiabhshmtjii ot U\.uhy 
retraining centers and, pi,»ssibl>. provide regional job 
information to faculty ' 

8 Provide i€ed mone> ior.changing cumcula, thus ti- 
fe«.Ung ni€igers or coni>ulidaiion!>. and tor developing 
additional research acuvities, ^* 

^ Include sufi^el froviSion^ irt ne^ program 
approvals ' ^ 

Pkast 3 Developfmnt^of rewards. The purposf of de- 
veloping rewards for having implemented dumcul^ 
change 1$ to maintain the reduction momentum beyond a 
particular review cycle The mam vehicle seems to be of ^ 
polilico-ecorlomic nature Institutioi>s neea to feel that 
thAif programs^ faculty, and 5>tudent5> Have 5>omo«hmg to 
gam fl-om ebminating underproductive programs . This 
may mani/est ilsjif m the ag^cy providing support and 
information on the possibilities of establishing interdisci- 
plinary and intennstitutional programs Also, rewards for 
b<]t[g retrenchment-conscious may become visible in the 
institution^ subsequent coalings with the state govern- 
ment ' 

Th^ Role of the Institutional Researcher 
tn the Closure Process 

Since institutional research offic^s^ var> so giratly m 
their responsibilities, mission^ and influ^ce in the or- 
^ganizational appaiktus. it is difficult to propose specific 
mlcs for their staff in the cumculai change process The 
following possibilities, however^ arc suggested 

1 A$$jst in conceptualising a univer^jty/college-lpvel 
y program review process in iin« with the institution 

degree of (de)' centralization ^ ' 

2 Identify appropnate data and estimate the cost and 
tim€ involved in retrieving and interpreting thcm^ 

•3 Function as axle^ng house of iriforfn^fJon oa'pro- 
gram review models, program discontinuance case 
studies, organizational, decline literature: AAUP 
guidelines with respcctjo financial e?5igency, as well as 
intcmai precedehts on program* reduction 

4 Analyze existing and potential modes of oj>eration 
between the institution, other universities, ^nd the 
state agency with respect to developing interinstUu- 
lional cumculai arrangements, staffing review com- 
mittees, sharing job^markqt info/mation. and prgvid-. 
ing data for a compj^ratiVc information base 

5 Assist in developing program discontinuance guide' 
lines and suniet clauses for new progcams. 

6 Sha[c expcntnce in the use of computer data base» 
with college- and department-level people who are 
involved tn the review process 

Cot^lusions , - ' 

^ The basic s^iggest^on Ixlre JS that there may be an 
/orderly wa^^ to considei; plan, and implement cumcular 
chacge in general and program reduction in particular and 
by doing sq. reduce some of the unpleasantsurpnses and 
bamets expcncrtced previously While many of the ac- • 
tivities propose^ are currently not being pursued system- 
aticall;^^ it sctm$ that state^nd institutional ^cials have 
htmc^ from $|ianng1)>eir expenenccs with obstacles and 
coping devices^ Some readers, for instance, may re- 
merqberMhe ma^y article^ in the CHronule of Higher 
Educaihyti'^ few -years ago- which dealt >vith'a relatively 
Imall number of prograpi^discontinuadons In contrastf^ 

• 4 The Professipnal File 



one »utc eiiminM^ approximately 150 programs during 

1979, but this sizeabi^ r^jut^tion of programs was given 

very little attention m the press The cultivation of a*- 

retrenchmeni ciimate. the development of proper review 

and appeal pr^ccdure^^nd die analysts of obstacles and 

incentive^ structures seem% indicate gradual success and 

reward fjpr program reduction Apparently a cultivated 

clim^ate produces IcSS publicity and fewer grievances, yet 

sound and realistic curricula for the future 
« 
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